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ABSTRACT 
Success is the ultimate goal in any project. However, the notion of "project success" 
particularly in constructior~ industry has still yet to receive a finite definition. Furthermore, 
the description slzould include the diverse interests of all stakeholders which is fi-equently, 
v e v  dificult to compromise in tlze real project world. The project success is seen as Iziglzly 
associated with the project management performance. To have a successful project and 
remain competitive in the market clearly demands that construction companies able to 
manage their projects effectively. They slzould operate the projects according to the objectives 
and should understand what needs to be done in the future. This shows how importance the 
management of project in order to ensure the success of the project. However, many argued 
project management success is not necessarily the main prerequisites for project success. 
Some may just perceive project management as the tactical routines that need to be done in 
the project route. Hence, this paper aims to explore the project management concepts and 
its impact on project success @om the theoretical point of view. This paper also outlines 
the important elements in project management that can be the core competencies to gear 
projects towards success. 
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INTRODUCTION 
Project management is, fundamentally, a straight-forward concept. It refers to the human 
interaction and activities required to accomplish a common objective, specifically known 
as a project (Bennett, 1983). Expressed this way it may appear simple, but managing the 
interactions and complex activities, and aligning individual objectives into one collaborate 
process is always difficult in practice, especially for large projects. Projects are complex 
in nature as they involve technical, procedural, organisational and human elements in an 
integrated approach (Ruuska & Vartiainen, 2003). This complexity clearly demands project 
management efficiency and effectiveness. 
Project management is always regarded as one of the keys to ensure project success. In 
order to achieve a favorable outcome, there are two main issues in a project that need to be 
highlighted: 
How can we manage the project? 
How can we achieve the desired project outcome? 
Hence, project management and project success seems to be closely related. The two issues 
mentioned are of particular interest among project management authors who have proposed 
numerous methods and techniques to cover all aspects of managing a project. Yet, project 
management remains a highly challenging endeavour (White & Fortune, 2002). Furthermore, 
project performance is often perplexing and businesses are generally portrayed as problematic 
and poorly organised (Atkinson, 1999; Love & Holt, 2000; Maylor, 1999). Notwithstanding 
this, this paper aims to explore what has been done in practice to address this, and what the 
literature says on these issues. It is argued that there remains considerable potential for 
further development of the project management subject area. 
PROJECT MANAGEMENT PRACTICES 
The Changing Role of Project Management (PM) 
The increasingly widespread use of project management in a range of organisations has 
motivated researchers to acknowledge the fundamental issues of the PM role, and those 
elements that are most beneficial for the strategic achievement of an organisation. In spite of 
this rapid development, the discipline is still largely known as a set of models and techniques 
for planning and control (Maylor, 1999; Wideman, 2001). This is not surprising since it was 
created originally to deal with military problems. Hence, much of the established practice 
and theory of project management has been published since the 1960s and adopted mainly to 
cater for the complexity of civil and building works. 
Bennett (1983) indicates that the main role of PM is to identify and clearly define the set of 
tasks needed to complete the project within a strategic framework formed by the objectives, 
the project description and the organisational arrangements. Turner (2000) considers project 
management as the process of managing five project objectives, namely managing scope, 
managing organisation, managing quality, managing cost and managing time. Each objective 
is managed at three levels: the integrative level, the strategic level and the tactical level. 
The levels provide a structured approach to link project objectives with management and 
the environment. According to Munns and Bjermi (1996), given the existing organisational 
structures and resources, the project team will manage the project by applying a collection 
of tools and techniques, without disturbing the routine operation of the company. They argue 
that the basic function of PM encompasses defining the requirements of the work, establishing 
the extent of work to be done, allocating the resources required, planning the execution of the 
work, monitoring the progress of work and adjusting for any deviation from the plan. 
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These views indirectly emphasize the dominant role of PM as an operational tool, yet the 
concept has been expanded to accommodate PM within the changing environment. For 
instance, Turner (2000) describes the term "modem project management" by integrating 
the human, material and financial aspects into the holistic environment of a project system. 
Meanwhile, Munns and Bjermi (1996) suggest an improved appreciation of the PM role so 
that it can contribute to the wider context in project success. This shows that there is a need 
for a paradigm shift to replace the traditional concept of PM which is regarded as narrow 
in scope and difficult to apply in the wider context of industries (Cicmil, 2000; Maylor, 
1999; Bryde, 2003a) with a systematic approach tailored to the acceleration in changes and 
complexity (Jaafari, 2003). 
Maylor (1999) notes that most problems that occur in a project are due to the adoption of 
an existing or traditional approach, what we might see as a technocratic approach. This 
traditional approach has been designed based on computation planning and control models. 
These models are highly deterministic with the objective being mainly to ensure that the 
project systems can be geared towards conformance to budget, scope and time constraints. 
Hence, there is less attention on the search for a higher level of excellence, continous 
improvement and achieving customer delight. In this context, Maylor (1999) criticizes the 
traditional approach which weakens the link between the project and organisational strategy. 
As a result, management problems arise such as lack of co-ordination between projects, 
inevitable conflict of resources, and also the tendency of project managers to ignore the 
project's negative potential. He suggests that a new set of normative models of PM practice 
and performance are needed to replace the traditional models. The findings of the survey 
conducted by Bryde (2003a) confirmed a broadening scope of the PM application, concepts 
and methods required for the emerging trend. The normative theory as suggested from that 
study has been described as "PM ought to be applied to managing all types of business- 
related change7'(Bryde, 2003a, p.790). For this theory to be accepted, it is necessary to link 
the theoretical developments with project results, particularly in meeting the critical factors 
for project success. 
PM today has been increasingly accepted as an inclusive concept, which integrates the efforts 
of all project team players in order to provide better performance to customers through 
the effective intra-organisational integration and optimal utilization of scarce resources. 
Several writers, including Abbasi and Al-Mharmah , (2000), Globerson and Zwikael(2002), 
Kloppenborg and Opfer (2002), and Longman and Mullins (2004) have traced the intellectual 
tools, skills and technology required for effective project management. Their work supports 
the fact that the discipline has been expanded dramatically to suit the needs of emerging 
management processes and philosophies in the organisational business operations. 
There is a trend to apply project management in the form of management by projects, project- 
based organisations, ~roject-oriented businesses, temporary project organisation and project 
form of organisational structure (Cicmil, 1997; Burke, 2000). A great deal of work has 
been conducted specifying the characteristics of the future form of PM. Hence, a variety of 
terms have been introduced such as "new P M ,  "beyond the Gantt Chart", "advance project 
management" and "project management culture", simply to ensure that the discipline has 
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been updated to reflect the current needs in the market. These trends recognize PM as the 
strategy means to manage change in contemporary organisations. 
Another salient feature that has been highlighted in recent literature which should be 
incorporated in the "new P M ,  is the recognition of behavioural and organisational aspects. 
Kloppenborg and Opfer (2002) note that since the 1990s, the PM literature has increasingly 
focused on people issues such as team building, leadership, communication and motivation. 
These were ignored in the past, which regarded PM mainly as tools and techniques rather 
than as a vehicle for implementing organisational strategy. 
It is apparent that a clear understanding of human behaviour, underpinning the social 
interaction in a project, helps the company to adapt to a project's complexities (Jaafari, 2003). 
The project manager's role has been highlighted to ensure successful integration among other 
project players (Laszlo, 1994; Pinto & Kharbanda O.P, 1995; Ogunlana, Siddiqui, Yisa, & 
Olomolaiye, 2002; Ling, 2003). Contemporary needs call for a broader project manager role, 
one that is not only competent technically but also competent at handling social interaction. 
Walker (2005) explicitly emphasizes that the fundamental aspect of project management 
is human interrelationships. With the nature of project structure, which involves multi- 
discipline~, multi-departments and multi-companies, the need for integration in management 
activities is extremely important. 
The professionalism required in creating effective teamwork and gearing them into a unified 
objective is getting tougher. This demands effective networking and cooperation from those 
who are involved in the project such as the client representatives, subcontractors, suppliers 
and government bodies (Thamhain, 2004). Substantial studies have been conducted to focus 
specifically on the interpersonal skills that a competent project manager needs. For instance, 
Zimmerer and Yasin (1998) revealed in their study, that the highest rated characteristics that 
lead to project success are team building, communicating and demonstrating results. The 
study (p.38) also identified project manager leadership as "absolutely essential to build a 
project team, reinforce positive behaviour, communicate, demonstrate trust and respect, 
develop team members and empower tlzem to perform and set goals wlzile re?nainingjexible 
to respond to tlze inevitable changes". In line with the study, Loo (2002) has investigated 
the best practices in a Canadian organisation. The results showed that people-related themes 
such as: having high caliber project teams, having stakeholder participation, effective 
communication within teams and customer satisfaction, are rated as the best PM practices. 
In addition, honesty, integrity. commitment are among the values that provides fertile ground 
for the development of a long term relationship (Soetanto, Proverbs & Holt, 2001) 
Clarke (1999) identifies the benefits of PM, particularly, that it provides a sound basis for 
managing the process, especially in adapting to the rapid changes that may occur in the 
internal or external environment. She further suggests there is a need to avoid becoming 
preoccupied with PM and seeing it as the end goal. Indeed, the organisation has to apply 
a holistic approach, looking overall at project management and identifying the problems 
and issues associated with its use so that it can deliver greater benefits for management 
effectiveness. Based on the literature, it was noticed that some important features have 
emerged with the development of PM, as shown in Figure 1. 
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In general, over the past 40 years, PM has evolved from the operational research techniques 
and tools into a broader discipline of management. From the 1970s onwards, considerable 
empirical work has been conducted by researchers to seek and identify the means for 
improvements in the techniques to ensure better fulfillment of project objectives. The 
same endeavour continued in the 1980s with the advance in IT and their effects on PM, 
where it was seen as a major vehicle to control projects and implement corporate strategy 
in a programmed way. Meanwhile, awareness of the importance of people and teamwork 
significantly increased in the 1990s. This decade focused more on the behavioural and 
organisational aspects of projects (Shenhar, Renier, & Wideman, 1996). This has motivated 
a large number of studies that have incorporated the techniques with human values. At the 
same time, there has been a growing concern about managing both elements effectively to 
ensure that the project objectives as well as the corporate strategy can be achieved. This has 
led PM proponents to scrutinize the project performance paradigm that will shape PM for 
the 21" century. The linkages between project management and business performance have 
always been, and remain, a key area in PM (Morris, 2000). 
Figure I. Emerging trends in Project Management 
Although the PM performance paradigm has been embedded since its emergence in the 
1960s, such initiatives were limited due to time and cost constraints. Most of the softer 
issues such as stakeholders' satisfaction, communication and roles or responsibilities were 
not explicitly discussed in any depth in the past (Belzer, 2001; Thiry, 2002)' albeit, these are 
among factors that make a significant contribution to a project's success. Additional effort 
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should be focused on visualizing project performance, specifically on how to incorporate 
lessons to be learnt by management into a meaningful framework in order to benefit future 
projects. 
Construction Project Management 
From the construction industry's point of view, the concept of management has always been 
of paramount importance in any project in order to deliver the available skills in the right 
manner to the maximum benefit of the clients. Walker (2005) highlights the essential aspects 
of project management in construction by introducing "construction project management'' 
as below: 
Tlze planning, control and co-ordination of a project fram conception to 
completion (including commissioning) 011 behalf of a client. It is concerned with 
the iderrtijcation of the client's objectives in terms of utility, fimction, q u a l i ~ ,  
time and cost, and the establishment of relationships between resources. Tlze 
integration, monitoring and control of the contributors to tlze project and tlzeir 
output, and the evaluation and selection of alternatives in pursuit of tlze client's 
satisfaction with the project outcome are fundamental aspects of construction 
project nuznagement. 
"Construction Management" and "Project Management" seem to have no demarcation in 
this definition because both pursue on the same project objectives. Nevertheless, Katam! 
Al-Daihani, and Al-Bahar (2000) distinguish the former as being related to the management 
effort during the construction stages. While the latter covers the entire project life cycle. 
The project characteristics embedded in the construction industry are becoming more 
complicated. Moreover, the constraints and various uncertainties that are unique to the 
construction process, mean that the construction industry is much more risky compared 
to other industrial businesses. Pinto (1998) contends that the project process presents 
challenges due to the subjective nature of project outcomes. A great deal of ambiguity arises 
in the project environment, especially with the influence of stakeholders. Holt, Love and 
Nesan (2000) outline two sources that contribute to the "hostile" construction environment 
which are global and sector specific pressures. The growing level of global competition has 
driven companies to restructure their pricing strategy, which will affect the profit margin 
and company stability in the future. Meanwhile, the sector commonly is fragmented with 
separate functions of design and construction. Although these functions have been written in 
the contract. disagreements may arise during the project execution. Hence, the tendency for 
disputes and litigation will always be there. 
In addition, the project features naturally created pressures for the construction sector (Turner 
& Muller, 2003). Firstly, projects are subject to uncertainty. The project outcomes may not 
necessarily be what has been planned. Secondly, every project has different approaches and 
commitment. This requires integration. particularly for the resource allocation in the project, 
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between different parts of the project, and of the project into the business. Finally, projects 
undertaken are subject to urgency, because of the necessity of delivering the desired outcomes 
within the desired timescales. 
In reality, it is not easy to trace or reconstruct most projects' progress along a well-understood 
path. Many projects do not proceed in a perfectly linear fashion from start to finish and 
different managers have different recollections. Therefore, the need for a competent and 
capable manager is critical to the industry. In this regard, a few studies have been conducted 
to identify the skills that are required for the project manager in construction projects. For 
instance, Edum-Fotwe and McCaffer (2000) propose that the academic knowledge and 
training acquired should be tuned to match the changing conditions and practices within the 
construction industry. These skills will be further developed through the experiences that the 
project manager goes through in his working life. Bates (1998) proposes the importance of 
people management skills, financial management skills and negotiating skills. Excellence in 
people skills should be transformed in leadership style in order to motivate people to execute 
the project. Financial management skills are required to equip the project manager to be able 
to have better management of the environment. Finally, negotiating skills are vital in order 
to have a mutual understanding of and agreement with other project participants. This could 
be internally or from another organisation, and definitely leads to smooth project operation. 
In parallel, Ogunlana et al. (2002) identify some of the essential skills that project managers 
in the construction industry should have. Some of the management skills include: conceptual 
skills, human skills, negotiation skills and technical skills. As the project is characterised 
as being integrated, Ogunlana et al. highlight three major tasks that should be the project 
manager's responsibility, which include: 
1) To develop and implement an effective planning and controlling system for all project 
activities. 
2) To establish and maintain the communication links within and outside the project. 
3) To act quickly to resolve internal and external conflicts before they start to threaten the 
project budget, scheduling and performance specification. 
PM functions have received greater attention in the industry. Bresnen and Haslam (1991) 
identify three types of PM organisation that are applied in the industry. In their study, 45% 
of the companies employed a PM model, where an in-house PM team was set up. 33% of 
companies engaged with the "traditional architect-led" PM system. Meanwhile, the remainder 
hired an external consultant. This consultant will be responsible for the PM functions but 
direct control of the projects primarily comes from the company board. 
i Project Success 
I 
i Traditionally, projects are perceived to be successftil if they fulfil the so-called golden 
triangle objectives: completed on time, according to the budget, and having complied with 
the specifications (Rosenau, 1984; Clarke, 1999; Lock, 2000). This description seems to be 
narrowly defined and only accounts for the internal benefits. It does not reflect the complexity 
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of the current project environment. As argued by Wit (1988), the approach is too simple, 
whereas, in practical terms, determining the project objectives is more complicated than that. 
Researchers like Wateridge (1998) and Baccarini (1999) contend that the three established 
criteria are too rigid in focus and do not take into account other criteria, for example quality 
and achievement of purpose. 
Ironically, the traditional definition has been developed into a wider context. For example, 
Moms and Hough (1987) point out that the evaluation of success criteria varies over time 
where some of the criteria can be assessed throughout the process, whilst other judgements 
can only be made at the end of a project. They identify these four success criteria: 
1. The project delivers its functionality. 
2. The project is implemented within budget, on schedule and according to technical 
specifications 
3. The project is commercially profitable for the contractor 
4. In the event of a cancelled project, the cancellation was made on a reasonable basis and 
the project terminated efficiently. 
Most of the definitions have linked the outcome with the project objective in general. 
The accountability of project success is not only derived from the satisfaction of external 
customers, but also takes into consideration the stakeholder views, as a whole. Turner (1993) 
acknowledges the vital role of the stakeholder's involvement in the project, and suggests the 
list given below for judging success: 
1. It achieves its stated business purpose 
2. It provides satisfactory benefits to the owner 
3. It satisfies the needs of the owner, user and stakeholders 
4. It meets its pre-stated objectives to produce the facility 
5. The facility is produced to specification, within budget and on time 
6. The project satisfies the needs of the project team and supporters. 
Ward, Curtis and Chapman (1991) propose that the most appropriate criteria for construction 
project success are the client's project objectives. However, there may exist practical 
difficulties since it depends on the client's subjective judgement to what extend the objectives 
have been made. Therefore, the client needs to set realistic objectives in order to motivate 
contracting parties to achieve the project objectives and to avoid adversarial relationship. In 
addition, Ward et al. (1991) highlight the importance of social interaction in a project. They 
claim the quality of the relationships with other participants strongly influence the client's 
decision in pursuing future business. Likewise, a survey conducted by White and Fortune 
(2002) identified that the three objectives were not the sole criteria used to judge the project 
outcome. Their study on the real experience of the project managers revealed that the fit 
between the project and the organisation, and the consequences for the project performance 
of the business were considered as important criteria for the project's success. Hence, despite 
the different versions of project success, a common pattern of interdependency, particularly 
on the external context, has emerged. 
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While many researchers have argued about the trilogy objectives, there are others who are 
interested in exploring on these basic objectives more specifically. Thus, these objectives 
are still being accepted as the dominant indicators for evaluating performance. Laufer and 
Tucker (1987) consider cost and time as the two major goals of a construction project that 
received relatively more attention than quality. They recommend that the formal planning 
efforts of most construction companies have primarily emphasized time planning, and to a 
lesser extent resource allocation and its cash-flow implications. 
According to Lock (2000), every project aims to achieve all these three objectives at the 
same time. However, this is difficult to do due to resources constraints. Therefore, the 
project manager should rank the most important objectives into their order of importance. 
This priority may affect the allocation of scarce resources and also alert the management 
to focus their attention on this. Turner (2000), on the other hand, disagrees about the fact 
that project management objectives can be compromised. This seems to be contradictory 
to the work of Babu and Suresh (1996). Babu and Suresh propose a model to study the 
trade-off among time, cost and quality using three-related linear programming models. By 
incorporating performance quality in the time and cost scheduling, the model aims to help 
managers in making trade-off decisions. However, this model has been criticized due to the 
fact that quality measurements are sometimes too subjective and inaccurate to be considered 
as an objective function in an LP formulation (Khang & Myint, 1999). In fact, the quality 
factors considered in the models accounts for only a small and usually not the most relevant, 
part of the performance of managerial interest. 
Proponents of quality such as Icmeli-Tukel (1997), Cicmil (2000), Chan and Tam (2000) 
and Henderson et al. (2000) emphasize that quality is the project manager's primary success 
measure. The quality of a project is found to be associated with not only customer focus and 
rework reduction but also conformance to technical specifications. In other words, "quality" 
has replaced the traditional performance measures of meeting time and cost (Icmeli-Tukel 
et al., 2001). In general, there is already a trend towards managing projects being more 
customer-oriented. Yet, it is commonly asserted that quality cannot be accurately defined 
(Kerzner, 1987; Lim & Moharned, 2000). 
While many people look at quality as the main factor in project success, there are others who 
have advocated project time as a key benchmark for assessing performance. Proverbs and 
Faniran (2001) conducted a comparative study on international construction performance by 
using construction time as the principal performance indicator. Respondents were asked to 
indicate their planned overall construction time on a hypothetical model building. The study 
revealed that French and Australian contractors achieve significantly faster construction times 
for high rise in situ concrete framed buildings compared with those from Germany and the 
UK. France and Australia again appear to have excelled when considering the most capable 
individual contractors in each country. Kog et al. (1999) elaborate factors that contribute to 
construction time performance. The key determinants identified in their study are: 
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1. Time devoted by the project manager to a specific project. 
2. Frequency of meetings between the project manager and other project personnel 
3. Monetary incentives provided to the designer 
4. Implementation of constructability program 
5. Project manager experience on projects with a similar scope. 
In general, there is no consistent definition of project success. Indeed, the judgement of the 
project outcome will depend on who the assessors are. Liu and Walker (1998, p.213) state: 
Project success is a topic that is frequently discussed and rarely acted upon. 
TIze concept of project success lzas remained ambiguously dejined. It is a 
concept which can mean so much to many different people because of varying 
perceptions, and leads to disagreements about whether a project is success@l. 
Most projects are described as complex in terms of their goals, approaches and relationships. 
These complexities cloud the project organisation's vision of their true endpoint of their 
work. 
THE IMPACT OF PROJECT MANAGEMENT ELEMENTS ON PROJECT 
SUCCESS 
The Project Management Body of Knowledge (PMBoK) consists of four core objectives, 
namely the management functions of scope, quality, time and cost; and four interactive 
and adaptable management functions of risk, human resources, contract/procurement 
and information/cornmunication (Project Management Institute, 1996). The efficiency of 
managing these functions within the project phases describes the project progress. Wideman 
(2001) presents the complex relationship among these elements as shown in Figure 2. The 
basic management aspects, particularly planning, organizing, leading and monitoring, are the 
root sources that determine how well the PM functions can be integrated. Figure 2 suggests 
the broader scope of the project performance outcome. Not only customer satisfaction, but 
also the performance parameters should be viewed from the stakeholders' perspective. The 
figure also reflects the 'systems approach' that needs to be adopted by Project Manager. 
Mantel et al. (2005) suggest that the systems approach required the project manager to 
understand all the bits and pieces in the project environment and how they can be linked and 
fitted in order to produce a total system optimization. 
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Figure I .  Project management integration - the source of success (Wideman, 2001) 
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However, managing diverse stakeholders or the 'subsystems' is not an easy task. Involving 
too many people can invite conflict and dispute. It is very difficult to satisfy everybody and 
can result in a sluggish, management by committee, approach. Wideman (2000) found that 
various parties in a project often show an adversarial attitude which makes it hard for the 
project manager to persuade them and to act in the common interest. Therefore, this means 
that careful planning , appropriate leadership style and sj gnificant control on the project's 
scope, quality, time and cost are required. 
It is generally agreed that the role of PM is to enhance project performance. Apart from 
the importance of managing the project processes, Mums and Bjeirmi (1996) identify PM 
techniques as only one of determinants of project outcome: 
"A  project may still be success&l despite the failings of project management 
because it meets the higher and long-term objectives. At the point, when the 
project management is completed the short-term orientation could be one of 
failure but the long-term outcome could be a success, because the larger set of 
objectives are satisfied instead of the narrow subset which constitutes project 
management" (Munns & Bjeirmi, 1996, p.82). 
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It can be argued that the concept of project management used by the authors only focused 
on PM as a tool towards completing the project delivery stage. Clearly, it does not reflect the 
emergent PM approach as an integrative discipline (Maylor, 1999) and as a strategic tool to 
respond to changes in a complex environment (Clarke, 1999; Bryde, 2003b; Jaafari, 2003). 
Jaafari (2003) further indicates that PM competencies should be the basis of determination in 
a project. However, the traditional management concept that has underpinned its foundation 
has hindered PM from effectively being utilized in a complex society. The below section 
discusses further PM elements that are usually seen as tools, yet, provide significant 
contributions to the project performance. 
Planning 
Many authors (e.g. Pittman, 1994; Burke, 2000; Edum-Fotwe & McCaffer, 2000; Kerzner, 
2001) view planning and controlling activities as playing a big role in contributing to project 
success. Abbasi and Al-Mharmah (2000) describe planning as one of the important phases 
of project management. Therefore, the initial stage of a project is to solicit team members 
from various departments who have the required expertise to produce realistic planning for 
the project (Brown, 2000). Basically, the project plan covers activities that will come under 
scope and time frame, and to ensure the utilization of project resources necessary to meet 
the objectives. The planning phase may be considered the most time-consuming phase and at 
the same time the most rewarding one if done properly. Hence, there are already established 
techniques to achieve management purposes, commonly the Gantt chart and network analysis 
methods (CPM / PERT). 
A project planning system must be able to formally schedule all the necessary project 
activities in a manner which will permit the evaluation of actual progress against plan, and 
which will identify the interdependencies between activities (Kharbanda & Stallworthy, 
1986). Maylor (2001) proposes a new version of project planning which should encompasses 
the whole range of tools and approaches needed at the strategic, systems and tactical level. 
He further suggests that advances in IT help to enhance the functionality and interface ability 
of planning software. This provides flexibility and a better understanding of the reasons why 
the activities are being carried out. However, Maylor did not explain in detail about the type 
of planning process applied at the strategic and systems levels, thus the planning position 
remains as tactical tools. 
Poor project planning has been identified as the most important area contributing to project 
failure in cases with both serious budget and schedule overruns (Whittaker, 1999). While 
many studies have mentioned the benefits of planning, Dvir, Raz and Shenhar (2002) suggest 
that project success is insensible to the level of management processes and procedures. 
Their study, conducted on Defence Research and Development projects, revealed that there 
is no relationship between the implementation of planning procedures in the project and 
the quality of the functional and technical specifications of the end product. The finding 
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highlights the importance of the customer or end-user involvement in the project process, 
from the start at the first stage to the successful ends of the project. This study argued that 
even though planning can increase the chances of project success, it also depends on how the 
end-user values the overall benefit of the project. This makes planning a more challenging 
task due to the difficulty in identifying the future information needs of the end-user or other 
stakeholders' needs (Globerson & Zwikael, 2002). It can be surmised that though planning 
guides the project direction, the project team still needs to rely on their ability to handle 
unexpected incidents. 
Monitoring and Controlling 
According to Globerson and Zwikael (2002), the monitoring mechanism is implemented 
to ensure there are no discrepancies between actual execution with project plan or with the 
designed performance level. If there is a problem, corrective action should be identified 
before the project moves to the next stage. As such, the project's resources can be allocated 
efficiently to ensure that the project is completed according to its objective. Several means 
have been suggested for the project manager roles to monitor and control the project 
implementation. Communication through periodic meetings and progress reports is critical 
for this purpose (Brown, 2000). Boddy (2002) highlights the information gained from the 
process is valuable for short-term adjustments to project activities and long-term learning 
for future improvement. Nevertheless, monitoring project progress depends on project 
manager's role to influence and communicate other players effectively. Figure 3 depicts 
these relationships, which consequently affect the project management practices, particularly 




Figure 2. Monitoring and controlling project progress (Boddy, 2002) 
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Leadership 
The role and responsibilities of the project manager have received growing attention, recognizing 
their importance to the project success. A number of references are found within this area such 
Lazlo (1 994), Munns and Bjermi (1996) Zimmerer and Yasin (1 998) ,Globenon and Zwikael I 
(2002), Ogunlana et al., (2002). Zirnrnerer and Yasin's (1998) study on American project 
managers revealed that positive leadership has 76% influence on the project's success. This 
high percentage relationship supports the fact that the project outcome strongly depends on 
the capabilities of the person who led the project. If the project manager is able to integrate the 
technical and management skills, is sensitive to the client's requirements, knows the strategic , 
importance of the project team, has good communication and interpersonal skills, then these I 
1 
characteristics will help to enhance commitment from all project segments. Similarly, Yasin 1 
et al. (2002) reported leadership as being one of the most important PM variables relevant to 
project success. Edum-Fotwe and McCaffer (2000) elaborate on the skills that are required 
in the project execution (p.114): 
I .  Establishing direction by developing a vision of thehture and strategies for producing 
the changes needed to achieve that vision. 
2. Aligning people through communication of the vision by words and deeds to all whose 
co-operation may be needed to achieve the vision. 
3. Motivation and inspiring subordinates by helping people energise themselves to 
overcolne political, bureaucratic, and resource barriers to change. 
Pressures from the external environment have made expectations of performance more 
complicated. Thus, there is more demanding for project managers to use their leadership 
skills effectively in order to motivate the project team, and the client focuses on strategies. 
In addition, the identification of areas for improvement normally resulted from the 
ideas developed by segments in the company. Project managers, therefore, need to have 
transformational leadership skills to encourage the evolution of ideas and implement change 
(Henderson & McAdam, 2000). Loo (2002) proposes several types of leadership styles in 
his study: people-oriented leadership, participative leadership, transformational leadership, 
situational leadership, transactional, directive and task leadership. The results showed that 
people-oriented, participative and transformational leadership are ranked as the three top 
positions as the best future PM leadership styles. 
Keegan and Hartog (2004) conducted a study to compare the transformational style between 
project manager and line manager. This kind of leadership is described as "strong personal 
iderztijcation with the leader, the creation o fa  shared vision of thehture,  and a relationship 
between leaders and followers based on far more than just the sirnple exchange of rewardsfor 
compliance" (p.609). This definition is similar to what has been highlighted by Edum- Fotwe 
and McCaffer (2000). Thus, it was expected that project managers would demand a more 
prominent style of leadership as they are dealing with a more highly uncertain environment 
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and more complex working relationships as compared to the line manager (Lazlo, 1999; 
Ruuska et al., 2003). However, Keegan and Hartog's study revealed that the transformational 
skills among project managers and line managers are the same. The results also reported 
that leadership has less impact on employee attitudes and outcomes in a project-based work 
environment. The result reflected the employee outcomes measures used in this study. It only 
concentrates on commitment, motivation and stress. Other crucial aspects such as trust and 
respect, empowerment, learning, and career advancement tend to be ignored. In drawing 
such conclusions, it is important to note that the perception of workplace performance is 
a complex construct (Crawford, 2005). Therefore, there should exist other personality and 
behavioural characteristics of project personnel that influence performance. 
Keegan and Hartog's study concurs more or less with the results of Belout and Gauvreau 
(2004). In their study, Belout and Gauvreau indicate that the personnel factor does not have 
a significant impact on project success. They argue the result happened probably due to 
several reasons such as the diffuse nature of human resource management, the vagueness of 
human resource objectives and the arbitrariness of evaluators. The subjective measurement 
used in numerous studies make it difficult to generalize the impact of human factors on the 
organisation outcome, particularly on the project success. 
Generally, there is still a gap between the art and practice of project management in relation 
to an open system environment in today's business environment. Yasin, Czuchry & Alavi 
(2002) report that many project managers view project management from a closed system 
perspective. In their study, the American construction managers ranked scope management, 
schedule management, communication, cost management, ability to lead, customer 
communication and customer time requirements as the most important variables in the 
project management. However, international marketing, international finance and cultural 
sensitivity are among those variables that are considered as the least important. Thus, this 
finding seems to be contradicted by the contemporary global organisations that are regarded 
as having strong customer orientation and effectiveness-based strategic operational postures. 
Yasin et al's study, inherent to other studies in the past (Pinto et al., 1995; Loo, 2002), stresses 
the essence of having a balanced profile of soft and hard skills among the project managers 
in order to face the customer driven business environment, which supports the need for the 
present study to be conducted. 
PROJECT MANAGEMENT SUCCESS AND PROJECT SUCCESS 
Project Management versus Project Performance 
Salapatas (1985) claims "projects" and "project management" are different entities. A project 
has a static outcome, while PM is a continuous and repetitive process. Therefore, it easier to 
identify measurable assessment in project performance againsi the objectives as compared to 
PM. PM dynamic process is seen as a means to monitor and control project performance. Even 
though the process may not directly indicate the project's progress, this leads the management 
to explore the critical decisions on what and how to control performance. Salapatas further 
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suggests that monitoring decisions should be the basic ingredient for measuring both projects 
and PM. 
Wit (1988) distinguishes project success from project management success from an objective 
standpoint. Project success is measured against the overall objectives of the project. 
Meanwhile, project management success is measured against the widespread and traditional 
measures of performance against cost, time and quality. Successful project management 
requires a holistic picture of a set of processes and practices in order to turn project success 
into corporate success. 
In the same vein, Munns and Bjeirmi (1996) claim project management is only a subset of 
project success. Various parties, particularly the client, are interested in assessing project 
performance throughout the life cycle, from the conception to the utilization stage. Meanwhile, 
the project management team's role is regarded as critical during the project execution. Their 
efforts will ensure that the project is accomplished. At the end of the handover stage, the 
project management team will terminate their involvement and turn to the next project. 
However, the client and the end-user are left to cope with the project outcome. The different 
levels of interest and roles during the project processes highlight the distinction between 
project management success and project success. Munns and Bjerimi (1996) illustrate the 
situation, as shown in Figure 4. 
Figure 4. The scope of success within project life cycle (Munns and Bjerimi, 1996) 
Figure 4 demonstrates the overlapping scope that exists between project and projectes 
management. Project management involvement from stage 1 to 4, indicates that the emphasis 
is more specific and focuses on short-term targets, compared to the project objective as a 
whole (stage 1-5). Munns and Bjerimi further indicate why project management success and 
project success sound synonymous and inseparable. It is more convenient to measure project 
management in terms of time, cost and quality rather than project success which needs long- 
term indicators and is difficult to measure. 
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There has been a growing interest in the importance of the linkage between managing 
resources and project performance. Even though the performance issues have underpinned 
the PM concept since its existence, many argue that the traditional performance dimension 
is narrow and does not emphasize on the importance of project management applications. 
Therefore, the management and performance issues are still topics of interest to many PM 
proponents, searching for an ideal approach to handle and to produce a successful project. 
Many regard effective PM as the essential factor to enhance project performance. Deliberate 
planning, sufficient controlling actions and appropriate leadership skills are required to put 
in place the company's strategy and goals directly to exploit the dynamic nature of project 
work. In spite of effective PM, there are other factors that are beyond the control of the 
project manager or the management team. A project's characteristics and the complexity of 
the project environment often provide huge challenges to the project managers before they 
can realize the benefits of PM. 
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